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The present study takes a bottom-up approach and investigates the organizational implications of ERP systems imple-
mentation in organizations. We adopt a likely point of view of employees and study the ERP integration process along 3 
dimensions: people, processes, and information. In this manner we discover the ERP-specific sources of resistance that 
could affect negatively the deployment of the software. Then, we argue that a general set of beliefs shapes employees 
readiness to change to ERP use and provides the foundation for resistance or for adoptive behavior. We define the con-
cept of readiness for change in the context of ERP and introduce a readiness for change assessment approach. Then, we 
test empirically the study hypotheses upon which the research model was build. The results obtained offer insights into 
factors that can improve the effectiveness of ERP implementation strategies and underline the importance of change 
management for the success of such projects.  
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INTRODUCTION 
Enterprise Resource Planning systems have been designed to solve the problem of dispersed information in organizations 
and to provide competitive gains in terms of, for example, cost reduction and better resource planning. However, many 
ERP implementations do not bring about the desired effects (Holland, Light, Gibson, 1999) and could even become a 
“bet-our-company” type of investment (Bradley, 2008) due to the fact that most of the projects result in cost and schedul-
ing overruns. This has generated a lot of interest in the academic and managerial fields and various research papers con-
firm the high degree of risk involved in ERP projects (e.g. Martin and Huq, 2007). The reason is not only the high tech-
nological requirements of ERP systems, but also their functional logic, which requires that a company rethink it business 
processes to make them fit the embodied schemes of the software. And more importantly, it requires that a company be 
structured in a way that allows the integration of business process leading to a passage from a functional to process-based 
operational logic. This is how ERP brings a substantial change in organizations, imposing “its logic on a company’s 
strategy, organization, and culture” (Davenport, 1998). Some researchers believe that a lot of ERP projects fail because 
companies underestimate the efforts involved in managing the implied organizational transformation (e.g. Martin and 
Huq, 2007; Naslund, 2004). In fact, Martin and Huq (2007) claim that managing the reaction of employees and overcom-
ing the organizational resistance to change is the most challenging aspect of an ERP deployment. Even though change 
management has been recognized as crucial for the successful implementation of ERP (e.g. Aladwani, 2001; Nah, Lau 
and Kuang, 2001), there is a general lack of explanatory models and ERP-specific managerial tools that could help man-
agers guide the organization through the process of change. Therefore, the present paper makes a contribution to the de-
velopment of ERP literature by fulfilling the following goals. 
Firs of all, this study aims at analyzing ERP implementation as an organizational change phenomenon - a perspective that 
seems to have received the least amount of attention in literature so far. The paper examines the organizational conse-
quences of an ERP deployment in order to discover what forces could cause organizational resistance to integrated-
system environment. Moreover, the research adopts an employee-level viewpoint based on Amoako-Gyampah’s (2004) 
argument that significant differences exist between management and employees’ perceptions of ERP. We argue that, in 
order to build methodologies to manage ERP-related changes, we first have to study the perceptions of the change recipi-
ents (the employees).  
The second goal of the research is to discover how we could increase the probability of ERP implementation success by 
reducing organizational resistance. In literature, creating readiness for change has been proposed as a major prescription 
for reducing resistance (Kwahk and Lee, 2008). Therefore, we propose a research model build upon several variables the 
presence of which, we believe, will increase employees’ readiness to work in an ERP environment. We argue that if cer-
tain factors can be identified as having a positive effect on employees’ readiness for change (RFC), then they should be 
the focus of an ERP change management strategy.  
The final goal of the research is to find tangible evidence for the importance of change management for the successful 
implementation of ERP. A statistically significant relationship between the proposed variables and RFC would indicate 
that employees’ reaction to ERP could be managed and would bring tangible evidence for the importance of change 
management for the success of ERP projects. The argument goes that if managers correctly assess how employees feel 
about the proposed factors and outline actions to reduce negative perceptions, then organizations will be more successful 
in implementing ERP.  
 
To sum up, this research explores mainly two streams of literature. Firstly, the literature related to Enterprise Resource 
Planning (ERP) system software, and secondly the organizational change literature. Based on that research we develop a 
model that is designed to assess the impact of several variables on employees’ readiness for change in the context of ERP 
implementation. The motivation to undertake such research was based on the aspiration to contribute to the development 
of ERP literature by finding proofs for the importance of change management for the successful implementation of the 
software. Our goal was to demonstrate that the functional logic of ERP software leads to a wide organizational transfor-
mation that could be very disruptive for companies and could encounter employees’ resistance to change. We argue that 
there is a need to develop change management tools and strategies that acknowledge the specifics of an ERP environ-
ment. For this purpose, we first analyze the organizational consequences that could result from the deployment of ERP, 
in order to discover what forces could cause organizational resistance to integrated system environment. 
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THEORETICAL FRAMEWORK 
ERP implementation can be very disruptive for organizations as it involves breaking-up of hierarchical structures, organ-
izing by processes, handling interactions. It is difficult to anticipate how employees will react to this organizational trans-
formation. Armenakis, Harris and Field (1999) argue that readiness is one of the most important factors involved in em-
ployees’ initial support for change initiatives. In this study RFC is seen not as a general perception, but as the attitude and 
the intention of employees towards the implementation of an ERP system in their concrete organization. Specifically, 
RFC refers to the predisposition of individuals to adopt supportive (readiness) rather then rejective (resistance) behavior 
with respect to ERP. In that sense, we define RFC as a continuum with readiness on one hand and resistance on the other. 
Without underestimating the wide implications of ERP for organizations that could generate various individual reasons to 
go against such projects, the paper argues that there are some conditions that could create general willingness to support 
the related changes. The question is: are interventions to enhance RFC possible in the context of ERP? To answer this 
question we first need to study the organizational consequences of ERP deployment. This would allow us to discover fac-
tors that could influence RFC in a positive way. 
Factors Influencing RFC in the ERP Context  
The first step in constructing the present research has been the analysis of the specifics of ERP software, in order to dis-
cover the variables that influence the readiness of employees to work in an ERP environment. ERP Systems are software 
platforms that help companies integrate all the operational information across functions, departments and locations (Baki, 
Dereli and Baykasog, 2004; Davenport, 1998; De Marco, 2000). In order to achieve the desired level of integration, com-
panies need to rethink and integrate all their business processes making them compatible with the ERP logic that very of-
ten implies a shift from functional to process-based operational logic (Caporarello and Basaglia, 2008). In that sense we 
can argue that ERP creates an integrated structure that involves a whole new perspective on business and deeply affects 
the way people in organizations interact (Amrani, Rowe and Geffroy-Maronnat, 2006). Mismanaging this transition 
could indeed lead to a failure of the implementation project as it could encounter organizational resistance to change 
(Martin and Huq, 2007). 
Following this logic, we have proposed to analyze the ERP integration process from processes, information and people 
perspectives, in order to discover in what way ERP affects organizations. We base this analysis not only on a wide litera-
ture review, but also on different case studies and company examples. Here below, the paper summarizes briefly the find-
ings of this analysis, making reference to several of the reviewed papers, and then considers a likely point of view of em-
ployees in looking for potential sources of change resistance. Next, we put forward organizational variables which 
capture factors that are expected to reduce resistance and, consequently, to create RFC. In that manner we build the seven 
constructs of the research model and formulate the hypothesis that are presented at the end of this section. 
Information Integration 
Information integration means sharing data in a standardized way allowing for real-time access to all business and infor-
mation transactions, operating and financial data. Supervisors have the possibility to monitor the performance at any 
point in time. This increases transparency but could create vertical tension as it tolerates surveillance. Furthermore, in-
formation integration leads to the introduction of new tools that require extensive training on all levels in the organiza-
tion. More importantly, it requires a passage from a skill-based logic, on which functional division of work is based, to a 
customer-oriented logic, on which ERP process division of work is based. In fact, Martin and Huq (2007) claim that em-
ployees’ understanding of ERP is the most common obstacle to implementation. Unless users feel that they will be able 
to work with the system, the organization is not ready to move forward (Lee-Shang, Kuang and Fui-Hoon, 2001). 
Moreover, if employees do not understand the benefits of adopting ERP as a business strategy, it is probable that they re-
sist the implementation or try to avoid using the system to the extent possible, causing information loss and lower ERP 
benefits (Amoako-Gyampah, 2007). 
Summing up, we argue that employees might resist ERP implementation, if they perceive it as not useful, if they feel they 
don’t have sufficient capabilities or if they are insecure with respect to the level of control implied by the new system. 
For these reasons we have chosen to study the relationship between RFC and the following variables. First of all, we ar-
gue that Perceived usefulness, or the belief that using a particular system would enhance job performance (Davis, 1989), 
increases users’ motivation to adopt ERP. We base this argument also on Amoako-Gyampah (2007) empirical proves that 
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managerial efforts aimed at increasing users’ perception of the personal relevance of technology, contribute to implemen-
tation success and on Holt, Armenakis, Hubert, Field and Harris (2007) who suggest that RFC is influenced by the belief 
that the change is beneficial to organizational members. Furthermore, we study whether Holt et al. (2007) positive rela-
tionship between Change efficacy, or the degree to which organizational members feel confident they will be able to im-
plement the change and to perform well after the transformation, and RFC holds also in the ERP context. Additionally, 
based on Miller, Madsen and John (2006) who proved the positive link between RFC and employees’ relationship with 
their managers, the paper investigates whether Faith in the good intentions of management, or the perception of employ-
ees that management is trustworthy and cares about them, could cause employees to be more positive towards the possi-
bility of increased level of control implied by the new system.  
Process Integration 
Process integration implies wide structural changes in organizations: some positions are eliminated; new ones appear; 
some tasks are reduced; others are amplified. This makes ERP implementation an important organizational event as it af-
fects to a great extent the way people work and can render previous knowledge obsolete. Weeks, Roberts, Chonko and 
Jones (2004) have discovered that people are reluctant to cooperate when they are not sure of how the proposed change 
will affect their current relationships at work, their status, their future. Resistance can be caused by fear of what the ERP 
future might be. Moreover, when processes change, people have to be able to adapt to the new settings, recognize the dif-
ferences and make the necessary adjustments (Leban, Klein and Stone, 2006). Managers are the primary change agents 
that have to guide people through this transformation. Reicher, Wanous and Austin (1997) argue that change efforts are 
likely to fail if employees lose faith in senior management as change agents.  
We argue that a company might expect resistance to ERP in case employees feel that there is not enough organizational 
support and commitment in order for the proposed changes to be implemented. Two variables reflect these considera-
tions. First, based on Weeks et al. (2004) who have discovered a significant negative relationship between readiness for 
change and Individual fear of change, we argue that people can resist ERP if they perceive the changes as personally not 
beneficial and disruptive for their current work relations or status. A further concept that we develop concerns Change 
Leadership, or the perceptions of employees on whether the efforts of management to guide them through the change 
process are sufficient and adequate. We have based this argument on the research of different authors such as Dong 
(2001) and Parr and Shanks (2000) who point out the importance of leaders for the ERP implementation success.  
People Integration 
People integration is an inevitable result of process integration. The more processes are integrated, the more operations 
are conducted in a cross-functional way and the higher is the need of interactions and cooperation across the value chain 
(Amrani et al. 2006). ERP creates interdependencies between the various organizational units and leads to a higher de-
gree of people integration through the organization. However, change towards cross-functional integration can be seen as 
very disruptive and can result in conflicts. Differences in the manner of work might influence negatively the relationship 
between departments and can lead to conflicts and a decrease in productivity. People have to learn to work together and 
not in a sequential and separated manner taking into account the reciprocal relationship of interdependencies in their way 
of work (Amrani et al. 2006).  This study argues that the lack of Cooperative working environment (where personal con-
tribution is recognized and employees work in teams and trust each other) might result in employees’ resistance to work 
in a situation where job performance depends on cross-functional collaboration. 
 
As argued above, the implementation of ERP systems has concrete implications for organizations, these are (1) higher 
control level, (2) change in the work process, (3) structural changes, (4) a need to acquire new knowledge and skills, (5) a 
need to understand the process-based logic of the software, (6) a need to learn how to work with functional interdepend-
encies. If these are not managed adequately, they can turn into sources of change resistance. However, this study per-
ceives resistance and RFC as the two sides of the same coin. We put forward organizational variables which capture fac-
tors that are expected to reduce resistance and, consequently, to create RFC. The research model that we provide suggests 
that a general set of beliefs shapes readiness and provides the foundation for resistance or adoptive behavior.  
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Formally: 
H1 Perceived usefulness is positively related to RFC 
H2 Change efficacy is positively related to RFC 
H3 Faith in the good intentions of management is positively related to RFC 
H4 Individual fear of change is negatively related to RFC 
H5 Change leadership is positively related to RFC 
H6 Cooperative working environment is positively related to RFC 
METHOD 
In this section we will briefly talk about the data collection and the empirical results of the study. 
Research Design and Measurements  
We used an individual-level survey to empirically assess the proposed research model. The survey consisted of 53 ques-
tions in the form of self-administered questionnaire. The survey was distributed to companies in several European coun-
tries. The target companies were in the process of implementing an ERP system or were expanding their software plat-
forms in a “second wave” logic. Finally, a total of 23 companies participated to the research. The total amount of retained 
responses for the data analysis was 107. 
All the constructs in the study were taken from measures that have already been validated by prior research. Minimum 
adjustments to the questions have been made, in order to relate them to the ERP context. All variables were measured on 
Likert scales ranging from “strongly disagree” to “strongly agree”.  
Two control variables were included in the study. Nationality was included because previous findings indicated that na-
tional culture can influence ERP implementation (Sawah, Abd El Fattah and Hassan Rasmy, 2008). Gender was included 
based on the argument that there are differences between men and women when it comes to adopting new technologies 
(Venkatesh and Morris, 2000). 
Data Analysis 
The first step of the data analysis focused on ensuring that the research instruments were valid and reliable. Briefly, we 
controlled for convergent validity through inter-item correlations among measures of the same construct. All items that 
had item-to-total correlations of less than 0.5 were dropped. Moreover, only items with factor components above 0.7 (the 
correlation of the items with the unique factor that best explains the variance of the respective construct) were retained in 
the analysis. 
Table 1 Study variables measures  
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Table 2 Demographics 
 
Furthermore, all variables scored higher than the suggested 0.7 threshold for Cronbach’s Alpha coefficient (Oppenheim, 
1992), showing good reliability of the constructs. Moreover, we controlled for discriminant validity of the constructs by 
confirming that the squared root of the average variance extracted (AVE) of each construct (the diagonal line of the cor-
relation matrix in Table 2) was higher than the inter-construct correlations. Additionally, the structure of the model was 
assessed through a confirmatory factor analysis (PCA extraction method and Varimax rotation). In saving factor scores 
we applied Kaiser’s criterion of eingenvalue >1. As it can be seen below on Table 3 (only scores higher than 3 or lower 
than -3 are reported), all items loaded respectively on their corresponding factor, reconfirming the discriminant validity 
of the constructs. Based on all these considerations, we concluded that the measures used to test the proposed model had 
adequate psychometric properties. 
Table 3 Descriptive statistics, reliability of constructs, correlations and AVE 
 
 
Second, we tested the direction and the statistical significance of the proposed relationships through a Regression analy-
sis (Fig. 1). Factor scores were used to conduct the analysis. Four of the research hypotheses were statistically confirmed, 
these are (H1) perceived usefulness (t = 2.532), (H2) change efficacy (t = 4.062), (H4) individual fear of change (t = 
2.467), (H5) change leadership (t = 2.376). The positive relationship between cooperative working environment and RFC 
(H6) was confirmed but was not statistically significant. (t = 1.829). Our third hypothesis was also not confirmed due to 
the fact that in the analysis faith in the good intentions of management and RFC had a negative relationship. Finally, the 
control variables did not show any significant influence. Overall, the model seemed to have relatively good fit to the data 
(R² = 0.46, p ≤ 0.001, adjusted R² = 0.43). 
 
 
Fig. 1. Model and regression results 
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Table 4 Confirmatory factor analysis 
 
DISCUSSION AND IMPLICATIONS 
In this study we analyzed the organizational consequences that could result from the adoption of ERP as business logic. 
Our goal was to demonstrate that ERP deployment can be very disruptive for organizations and that there are a lot of as-
pects that could lead to organizational resistance and even to a failure of the project. Moreover, we underlined the impor-
tance of change management for the success of ERP implementations and argued that there was a need to develop mana-
gerial tools and strategies that acknowledge the specifics of an ERP environment. Our study aimed at contributing to the 
construction of such ERP-specific change management tool that would allow managers to assess readiness to change to 
ERP at individual level in their organizations. However, the study had an exploratory nature and did not aimed at provid-
ing a complete definition of RFC, but rather to set the basis for future research of the concept.  
The statistically valid relationships between RFC and four of the proposed variables confirmed our expectations that em-
ployees’ willingness to support an ERP implementation project can be influenced positively. First of all, our results sug-
gest that the belief that the proposed technology could increase job performance, and that one has the necessary capabili-
ties to confront the changes involved, is positively related to his/her willingness to support the project. 
However, if employees perceive the change as personally not beneficial, there is a possibility of change resistance. Fur-
thermore, the analysis supported our initial hypothesis that the perception of employees on the capabilities of managers to 
lead the change in an adequate manner could result in a higher degree of organizational support for the project. Moreo-
ver, even though from significance point of view we cannot confirm this hypothesis, the presence of cooperative working 
environment was found to have a positive relationship with RFC. This suggests that the issue should be further investi-
gated. Finally, faith in the good intentions of management produced negative regression score which leads us to reject 
our third hypothesis. There are two possible explanations of this result. First of all, in the model faith in management ex-
pressed the general perception of employees on whether they are been treated fairly by their supervisors. A deeper analy-
sis of Equity theory might yield a more suitable variable that could suit better the ERP implementation context. Another 
possible explanation could be that participants did not interpret correctly the construct. 
The results obtained can lead to several conclusions. First of all, the proposed model proved that if correctly assessed, the 
willingness to support an ERP implementation project can be influenced positively. In that sense a correct assessment of 
individual perceptions, is essential in defining the existence of supportive or rejective behavior. Moreover, the results 
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showed that managerial efforts in guiding the change initiative could impact positively the adoption of supportive behav-
ior. In that sense, it can be argued that an effective (intended as actually perceived to be effective) change management 
strategy could cause employees to be more willing to work towards the implementation of ERP and, consequently, could 
increase the probability of project success. All these considerations lead to the conclusion that change management 
should be an essential element of ERP implementation strategies. Consequently, several managerial implications can be 
deducted from the present study: 
All these considerations lead to the conclusion that change management should be an essential element of ERP imple-
mentation strategies. Consequently, several managerial implications can be deducted from the present study.  
(1) Managers need to make sure that they have communicated clearly the benefits of the system implementation. 
Moreover, they need to find a way to “promote” the change within the organization by emphasizing the benefits of the 
software in terms of individual performance gains; 
(2) Managers need to acknowledge that employees might have a different perspective on whether their efforts in 
managing the change are sufficient. The analysis showed that the support, the commitment and the communication ef-
forts of leaders impact positively RFC. However, designing strategies is not enough. It is the individual perception of 
employees on whether these strategies are efficient that will really make the difference; 
(3) Managers need to mitigate the individual fears of organizational actors concerning the changes that will take 
place. As argued in the paper, people fear change when they are not sure how the outcomes of the change will affect their 
future. Consequently, managers could mitigate the negative effect of fear by communicating honestly about the implica-
tions of ERP and by meeting employees’ doubts in an open dialogue; 
(4) Finally, managers need to assess whether the training initiatives are perceived as efficient and whether em-
ployees feel that they have the necessary capabilities to work with ERP systems. The findings of the study indicated that 
if employees do not think they will be able to manage with the requirements of the system, they might be reluctant to 
cooperate. 
 
We have argued in this study that despite the promised benefits, ERP system implementation is risky because it requires 
enterprise-wide initiatives. Nevertheless, until now the “people element” and change management aspect of ERP imple-
mentation had received the least amount of attention (Gargeya and Brady 2005). This certainly could be the root of many 
failed implementation attempts described in literature. Hopefully, it will also be a motivation for others to learn from 
such experience and avoid repeating that mistake. 
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